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NPO Implements ACP Decisions’ Video Library to Support a Whole-
Person Care Approach Across an Independent Provider Network
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I. Background 

Novello Physicians Organization (NPO) is one of 
the largest independent physician organizations 
in Northern Michigan, serving a patient population 
of over 100,000. NPO’s mission is to provide 
healthcare leadership via an organization 
of successful, independent physicians. The 
organization strives to create innovative solutions 
to improve patients' overall health and wellness 
throughout the region and support member 
physician practices in maintaining their Patient-
Centered Medical Home Neighborhood (PCMH-N) 
designation status.

II. Challenge
Ideally, addressing goals of care and planning for 
crisis intervention for patients with serious and 
life-threatening conditions occur in the outpatient 
setting. However, the reality is that many of these 
patients end up in the emergency department (ED) 
to receive urgent care for symptoms related to their 
chronic illness. The absence of advance directives 
is also particularly problematic in the ED since 
medical care is often provided in this setting. 

This was one of the challenges NPO was facing. 
The organization heard from ED doctors and 
intensivists that they were seeing a lot of patients 

who had no idea what kind of care they wanted – 
or they had an idea, but a family member would 
intervene and upend the care plan.

NPO was also dealing with another common ED 
issue: overreliance of the ED as a usual source of 
care. In some of the cities in which they operate, 
there is only one hospital serving the local population. 
Not only is it imperative to ensure the ED is available 
for traumas, but also to promote appropriate 
utilization, which would drive better outcomes. 

NPO decided to initiate an advance care planning 
program in the primary care setting to achieve 
two goals: 

1. 
 Improve 

appropriate ED use. 

2.  
Ensure patients receive the 

medical care they want.

https://www.npoinc.org/
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III. Partnering with ACP Decisions
Kris Elliott, Director of Operations at NPO, oversees 
all aspects of operations, including quality 
improvement initiatives. 
She was seeking resources 
to support NPO’s advance 
care planning initiative. A 
hospitalist and palliative 
care specialist at NPO had 
recently done a palliative 
care presentation and 
recommended the ACP 
Decisions Video Library. 

0U�������576�RPJRLK�VɈ�HU�HK]HUJL�JHYL�WSHUUPUN�
initiative with nine of their primary care practices. 
The ACP Decisions videos were provided as a 
tool to augment goals-of-care conversations, 
WHY[PJ\SHYS`�^P[O�4LKPJHYL�ILULÄJPHYPLZ�HUK�
generally all older patients and patients with a newly 
diagnosed terminal disease. 

“We did a mild sweep. A small broom, not a big 
one – and we recruited some practices with a goal 
of starting with ten,” explains Kris. “We didn't quite 
THRL�P[��>L�OHK�MV\Y�VY�Ä]L�^OV�YLHSS`�[VVR�P[�VU�� 
It was a big change.”  

Initially, it was the practices with established care 
management programs in place that embraced 
the initiative. The care managers – many of whom 
were either medical social workers, nurses, or 
advanced practice providers (APPs) – would start the 
discussion and share a relevant ACP Decisions video. 

IV. Overcoming the Billing Roadblock
Since NPO’s practices are independent, billing 
can be a roadblock to utilizing the videos. “If the 
KVJ[VY�PZU»[�ZLLPUN�WH[PLU[Z�HUK�LHYUPUN�YL]LU\L��P[�
KPYLJ[S`�PTWHJ[Z�[OL�WYHJ[PJL�¹ says Kris. “Since our 
WYHJ[PJLZ�HYL�PUKLWLUKLU[��[OL�WYV]PKLYZ�HYL�UV[�VU�

ZVTLVUL»Z�WH`YVSS��:VTL[PTLZ�^L�OH]L�H�WYVISLT�
L_WSHPUPUN�[OH[�[V�PUZ\YHUJL�JVTWHUPLZ��>OLU�[OL`�
YLX\PYL�ZL]LYHS�OV\YZ�VM�[YHPUPUN��[OH[�YLWYLZLU[Z�
SVZ[�YL]LU\L�MVY�[OL�WYHJ[PJL��0[»Z�UV[�[OL�ZHTL�^P[O�
OVZWP[HS�LTWSV`LK�WO`ZPJPHUZ�¶�P[»Z�Q\Z[�[^V�OV\YZ�V\[�
VM�[OLPY�KH`�^OL[OLY�[OL`»YL�ZLLPUN�WH[PLU[Z�VY�UV[�¹�

Most of NPO's practices have overcome the 
billing issue by integrating the videos into the 
annual wellness visit or physical, depending 
on the payor. Rachael Smart, Manager of Quality, 
explains: ¸>OVL]LY�YVVTZ�[OL�WH[PLU[�^PSS�PU[YVK\JL�
HUK�ZOV^�[OL�HWWYVWYPH[L�(*7�+LJPZPVUZ�]PKLV�H[�
[OH[�[PTL��(UK�[OLU�[OL�WYV]PKLY�MVSSV^Z�\W�^P[O�[OL�
HK]HUJL�JHYL�WSHUUPUN�JVU]LYZH[PVU�K\YPUN�[OL�]PZP[�¹�

This enables the practices to document, bill and 
be reimbursed appropriately through Medicare, 
Medicare Advantage, or through the insurance 
companies that have care management codes for 
advance care planning.

V. The Results
The quality team uses metrics scorecards to track 
results quarterly for its CMS Direct Contracting 
program, which includes video utilization.

Kris Elliott, Director of 
Operations at NPO

https://acpdecisions.org/library/
https://acpdecisions.org/library/
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ACP Decisions Video Utilization

=PKLV�\[PSPaH[PVU�OHZ�ZPNUPÄJHU[S`�NYV^U�ZPUJL�[OL�
advance care planning initiative began in 2018,  
with an overall increase of 191% (see chart below). 

¸>L�^LYLU»[�[Y`PUN�[V�OVSK�HU`VUL�[V�V\[JVTLZ��
Q\Z[�ZOV^�[OL�]PKLVZ�¶�SL[»Z�NL[�[OLT�V\[�[OLYL�¹�
states Rachael. “That metric ties to dollars for the 
WO`ZPJPHUZ��^OPJO�KLÄUP[LS`�OHZ�LUJV\YHNLK�HU�
PUJYLHZL�PU�]PKLV�\ZHNL�¹�Additionally, as care 

management programs within the practices have 
grown, they have helped drive greater adoption of 
the ACP Decisions Video Library.

Concurrently, the team tracks the days spent during 
the last 6 months of life at: skilled nursing facilities, 
inpatient care, hospice, ED, and at-home, and there 
has been overall improvement in those metrics. 

¸>L�ZLUK�[OPZ�YLWVY[�V\[�[V�[OL�WYHJ[PJLZ�L]LY`�
December,” explains Kris. ¸)`�WH[PLU[��P[�SPZ[Z�^OLYL�
[OL`�ZWLU[�[OLPY�KH`Z�H[�[OL�LUK�VM�SPML��(UK�^L�HZR�
[OL�KVJ[VYZ!�PZ�[OPZ�OV^�`V\Y�WH[PLU[�^HU[LK�[V�ZWLUK�
[OLPY�SHZ[�ZP_�TVU[OZ&�;OLU�^L�SPZ[�[OL�[VVSZ�^L�OH]L�
H]HPSHISL��;OL�WYHJ[PJLZ�OH]L�[OLPY�JHYL�THUHNLYZ��
HUK�^L�OH]L�[OL�(*7�+LJPZPVUZ�]PKLV�YLZV\YJLZ��0[�
could be the patient wanted to spend that time in the 
0*<�ÄNO[PUN�[V�[OL�]LY`�LUK��(UK�[OH[�Z�NYLH[�PM�[OH[�Z�
^OH[�[OL�WH[PLU[�^HU[LK��;OL�WYPTHY`�JHYL�WO`ZPJPHU�

ZOV\SK�RUV^�PM�[OH[�Z�[Y\S`�^OH[�[OL�WH[PLU[�^HU[LK�¶�
HUK�^L�Q\Z[�^HU[�[V�NL[�[OLT�[OPURPUN�HIV\[�[OH[�¹

The ED providers acknowledge that more patients 
are coming in with advance care plans and that ED 
visits are low and continue to drop. In fact, Maximum 
ED Days for patients in the last six months of life has 
declined from 54 to 6 between 2018 and 2020. 

Providing the ACP Decisions Video Library as a tool 
to enhance advance care planning in the primary 
care practices has helped NPO achieve its goal of 
decreasing ED visits, which also impacts hospital 
admission and readmission rates. ¸>L�OH]L�VUL�VM�
[OL�SV^LZ[�LTLYNLUJ`�YVVT�HKTPZZPVU�YH[LZ�PU�[OL�

Since the advance care planning 
initiative began in 2018, video utilization 
has seen an 191% increase overall.
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About ACP Decisions 
ACP Decisions has more than 400 evidence-based video decision support tools that promote 
LɈLJ[P]L�HK]HUJL�JHYL�WSHUUPUN�HUK�HYL�LHZPS`�HJJLZZPISL�VU�H�\ZLY�MYPLUKS`�[LJOUVSVN`�WSH[MVYT��
If your organization is interested in implementing an advance care planning initiative or improving 
`V\Y�J\YYLU[�LɈVY[Z��SL[»Z�[HSR�

To learn more about how to improve advance 
care planning at your organization, visit 
ACP Decisions at acpdecisions.org or email 
support@acpdecisions.org

© ACP Decisions. All rights reserved. 5 OF 5

Z[H[L�HUK�[OL�]PKLVZ�HYL�H�[VVS�[V�OLSW�Z\WWVY[�[OH[�¹�
says Kris. “>L�ZH �̀�PM�`V\�RLLW�WH[PLU[Z�V\[�VM�[OL�
LTLYNLUJ`�YVVT��[OL`�YL�UV[�HKTP[[LK��(UK�PM�[OL`�YL�
UV[�HKTP[[LK��[OL`�YL�UV[�YLHKTP[[LK��6\Y�PUP[PH[P]L�
OHZ�ZOV^U�[OH[�LɈLJ[P]L�HK]HUJL�JHYL�WSHUUPUN�JHU�
KYP]L�HSS�[OYLL�TL[YPJZ�¹�

Looking Ahead
The quality team at NPO has found the ACP 
Decisions team to be very supportive and looks 
forward to continuing the partnership. They plan to 
explore more opportunities to improve the quality 
of care for their patient population, including:  

�࠮  Normalizing the serious illness conversation via 
provider education

�࠮  Increasing referrals to hospice and home-based 
palliative care

�࠮ �0TWYV]PUN�]PKLV�HJJLZZ�MVY�WH[PLU[Z�I`�VɈLYPUN�
pre-made codes

�࠮ �:OHYPUN�]PKLVZ�MYVT�KPɈLYLU[�[VWPJ�HYLHZ�HJYVZZ�
the ACP Decisions Video Library

Additionally, Kris hopes NPO will realize a shared 
savings in their risk contracts by keeping their 
hospital admissions and ED usage low. “I think in 
[LYTZ�VM�JVU[PU\V\Z�PTWYV]LTLU[�¹�she says, “and 
[OL�(*7�+LJPZPVUZ�]PKLVZ�HYL�H�MHU[HZ[PJ�[VVS�[V�OLSW�
\Z�^P[O�[OH[�QV\YUL �̀¹

http://acpdecisions.org
mailto:support@acpdecisions.org?subject=ACP%20Decisions%20Inquiry
https://acpdecisions.org/share-video-content-easily-using-acp-decisions-quick-start/

